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This research aims to explore, understand and 
explain the use of an Enterprise Social Network within 
a large retail organisation. For this purpose, a 
qualitative approach of interpretivism and analytical 
technique of thematic analysis and open coding drawn 
from grounded theory were employed. The context of 
this study was a large retail organisation in the UK.  The 
implications of this study for academia and industry are 
also included in this paper. 
1. Introduction  
The penetration of Information and 
Communication Technologies (ICTs) is growing at 
exponential rates, which is affecting societies, countries 
and organisations [1]. Due to the high penetration rates 
of ICTs, services enabled by these technologies are 
becoming more important within society, and much 
more prevalent [2]. One innovative form of ICT that is 
presently impacting both society as a whole and 
individual organisations is the Online Social Networks 
(OSNs), or more generally known as social media. The 
increasing penetration rates of OSNs have led to various 
digital transformations in many aspects of life, and the 
ways in which organisations and individuals 
communicate have changed significantly [3]. Over the 
last decade, many organisations have implemented 
OSNs to facilitate the exchange of knowledge between 
employees [4;5]. Research has shown that OSNs have 
the potential to contribute to knowledge exchange in the 
organisational context [6] by enabling professionals to 
maintain ongoing, high-quality relationships with 
influencers, media, customers and partners, regardless 
of where they are located [7]. Organisations have used 
OSNs in two ways that includes the development of 
Enterprise Social Media (ESM) [8;9]. Second, the use 
of using Enterprise Social Networks (ESNs) [9]. ESM is 
used as a tool for communication with external parties 
[9]. ESNs have improved organisational communication 
processes by creating visibility, persistence, editability, 
and association [10]. Successful information-seeking is 
a cost-effective process of identifying the knowledge of 
other employees, appreciating that knowledge, gaining 
easy access to other employees, and pursuing the 
information [11]. However, new ICTs are not accepted 
easily within organisations in many cases. One major 
barrier involves convincing employees to use them [12]. 
In many cases, individuals are not motivated to use ICTs 
for several reasons, including the structure of the 
organisation, the strategy that is used, the support 
mechanisms that are in place [13] and a lack of trust by 
employees [14].  Research into the use of ICTs has 
found that resistance arises due to the emergence of such 
challenges within organisations, which leads to a 
diverse range of working practices [15;16;17;18]. The 
retail sector plays an important role in the UK economy 
and consistently contributes significantly to the gross 
value added [19]. Studies such as [20] indicate that 
OSNs can foster a higher level of information sharing 
within retail industry members. Considering the 
mentioned potential advantages of ESNs, successful 
implementation of ESNs can improve the process speed 
and efficiency in retail sector and thus the whole 
economy. A literature review and anecdotal evidence 
indicated that there are not any studies identifying and 
understanding the factors that affect the usage of ESNs 
within large retail sector organisations. The motivation 
for this paper is based on the fact that although ESNs are 
increasing in number within organisations, there are 
many different ways in which they are and are not being 
used and their application is still not understood. 
Finally, literature reviews suggested that studies of ESN 
use have not been researched extensively using a 
qualitative case study approach is rare; thereby 
motivating this study to consider this matter. In view of 
this, the aim of this study was formed as follows: To 
explore, understand and explain the use of an ESN 
within a large organisation. For the readers’ benefit, the 
context of the organisation will be a retail sector 
organization in the United Kingdom (UK). To fulfil the 
aim of this study, the following research question was 
developed: How, what, when, where and why do 
employees use or avoid using an ESN within an 
organisation? 
 
2. Theoretical Background 
 





In this section, the gaps found in the research 
area of using ESNs are discussed. 
 
2.1 Resistance to using ESNs 
When examining ESN usage, one of the main 
concepts that prevents its use is resistance, which is used 
as the opposite of the notion of compliance [21;9;]. 
Compliance represents acceptance of a technology. In 
the context of Information Systems, resistance is 
inevitable [9]. Although workforce resistance to the 
acceptance and usage of ICTs has largely been viewed 
as a negative behaviour, research has also shown that 
resistance can be also positive [21, 9]. Both negative and 
positive resistance behaviours are indicated in users who 
are unable to follow the new process, and those affected 
by the functions of a system. This is defined as a 
workaround [9;21;22;23].  
2.2 Workaround 
A workaround is an action arising from 
resistance [9;21;23;24]. [24] classified a workaround as 
a necessary activity or creative art, and viewed it in 
terms of behaviour, resistance, sources of future 
improvements, quick fixes, add-ons and shadow 
systems. Studies about IS and social networks classified 
workarounds into three types: hindrance, harmless and 
essential workarounds [21;9]. A hindrance workaround 
occurs when the system process is stopped or delayed. 
In this case, it is time-consuming and difficult to use a 
system, which leads to the user seeking a workaround to 
complete a task [25]. A harmless workaround does not 
affect the workflow or the accuracy of the data [26], 
while an essential workaround is essential to complete a 
task [23;25]. Wide range of literature about IS and social 
networks has studied factors affecting users’ use of IS 
and OSNs and identified three areas of resistance that 
can lead to users’ workaround. These three areas are 
system oriented [9;26;27;28], people oriented [9;26;29] 
and interaction oriented [26;28;30]. Moreover, literature 
shows there are some general external and internal 
elements that can impact users’ resistance to IT, and 
employees’ choices to apply workarounds in terms of 
using an ESN [21;9]. Although there is a wide literature 
about resistance and workarounds, there are very limited 
literature studying factors affecting workaround 
implementation among ESN users. Studies such as [9] 
have compared the usage of different social networks 
but they have considered limited external and internal 
pressures that lead to workaround implementation. The 
present study contributes to the existing literature by 
considering more external and internal pressures in 
order to determine what, when, where, why and how 
these factors encourage the use of workarounds. It also 
includes more organisational factors to explore the 
dynamics of workarounds within a large retail 
organisation. Although there is a wide body of literature 
that discusses the various factors affecting employees’ 
resistance towards using ICTs; eg. prior experience, lack 
of need [31] and poorly designed systems [21], previous 
work has shown that this resistance may not be directed 
solely towards a particular system. Instead this could be 
resistance towards employment[21]. Workforce 
resistance can also originate from various factors, such 
as the culture and politics of the entire organisation 
(13;32;33;34].  
2.3 Organisational Culture 
Organisational culture is “the collective 
programming of the mind which distinguishes the 
members of one organisation from another” [35; p 6]. It 
includes “shared meanings—patterns of belief, 
symbols, rituals and myth that evolve across time and 
that function as social glue” [36;p344]. In an 
organisation with a supportive and innovative culture, 
employees are encouraged to be innovative, to learn new 
things, and to try new work processes or new 
technologies. However, in an organisation with an 
unsupportive culture, employees are reluctant to adapt, 
or may resist change[37]. The degree of adoption of 
innovation can therefore be regarded as an output of 
organisational culture with components such as norms, 
values and beliefs[38]. [39] defined three levels of 
organisational culture: artefacts (relates to the physical 
attributes of an organisation); espoused values (reflects 
the apparent culture of the organisation’s stakeholders 
such as strategies, goals and philosophies); and basic 
underlying assumptions (the deepest level, and refers to 
the organisation’s implicit hypothesis). Different studies 
used Schein’s cultural levels to study how employees 
interact within the work environment. For example, [40] 
introduced a model of the determinants of organisational 
culture that can affect innovation within an organisation 
and believed that Schein’s cultural levels can explain 
employees’ interaction with an innovation within 
organisation. This study therefore aims to contribute to 
current research by providing organisations with a novel 
appreciation of the interdependencies between the 
organisational culture and the usage of an ESN.  
2.4 Trust 
Trust, defined as a strong belief in the 
capability of a thing to operate consistently, securely 
and dependably in a particular context [42]. In general, 
the literature indicates that with regard to knowledge 
sharing within organisations, trust may prompt some 
employees to use more traditional communication tools 
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such as mailing files to colleagues in response to their 
questions, or giving information over the phone 
[43].Trust can be categorised into four types: ability (a 
set of skills, competencies and characteristics within a 
specific domain), integrity (an individual’s perception 
that an exchange partner will adhere to a set of principles 
that are accepted by that individual), benevolence (the 
extent to which an exchange partner is believed to wish 
to do good towards the customer[9;44] and 
predictability (the extent to which the actions of the 
other partner can be predicted [45]. In ICT adoption 
literature, trust has been defined as a vital determinant 
[46]. At an organisational level, trust influences 
relationships, enabling cooperation[47]. Employees 
who do not trust an organisation or top management, 
may resist ICT initiatives; thereby, leading to resistance 
[48]. Following the development of virtual teams, the 
role of ESNSs in the internal knowledge sharing of 
organisations has become more significant [49]. 
Employees may resist using an ESN because of the lack 
of reliability or security[50], usefulness of the 
information, the organisational attitude towards 
employees’ feedback and the transparency of its policies 
[51]. This research therefore contributes to current 
practice by informing policymakers about the 
challenges that might arise beyond adoption and during 
the actual use of the ESN. It also contributes to enriching 
the extant literature associated with the relationship 
between trust and the use of ESNs. The literature shows 
that although ESNs offer new possibilities, rules, and 
modes of communication [52], they may result in 
important changes in working practices and in greater 
flexibility and self-determination for staff [53].  
2.5 Working Practices 
Several IS and social networks studies have 
used an institutional approach to analyse the adoption 
and usage of ISs in organisations [9;31;54]. Since an 
ESN is also an IS, and since this study focuses on the 
ways in which a ESN is implemented and used within 
an organisation, an overview of institutional theory is 
needed in order to understand these systems [9;55]. 
Institutional theory refers to organisations as 
institutions, which implies that they have a distinct 
personality and monitoring is an important process. This 
involves the occurrence of specific forms, processes, 
strategies, outlooks and competences as they arise from 
patterns of organisational interaction and adaption 
[31;56]. Thus, when technology is institutionalised, its 
acceptance and usage within the organisations are 
converted into routine activities, and users do not 
perform their day-to-day jobs without implementing the 
technology [50]. Technology acts as a necessary factor 
that integrates the sub-institutions within the 
organisation and shapes its system and legitimacy. 
Activities that are required for the development and use 
of a specific technology are affected by social, cultural, 
organisational, technical, and other institutional 
pressures. These pressures can originate from external 
sources such as competitors, customers and 
governments, or from legitimated norms, rules, and 
logics that are rooted in the organisation[57;58;59]. 
Organisations may react to these pressures by following 
technological instructions [57] or by adjusting their 
working practices to fit the technology [54]. This part of 
this research can contribute to current practice by 
informing policymakers of the challenges that may 
emerge after the adoption of an ESN. In other words, the 
results of this research can be used to identify the best 
approaches that can applied, while highlighting areas 
that particularly need to be considered. This section of 
this research also contributes to the literature by 
proposing an interrelationship between organisational 
culture, trust and working practices and their overall 
impact on ESN usage behaviour, from an institutional 
viewpoint. 
3. Proposed Research Approach 
Since this study is exploring how and why 
employees respond differently to the usage of adopted 
ESN, the designed research approach uses the 
epistemology of interpretivism. Also utilized is a single 
case study of a large retail organisation in England. For 
the data collection, semi-structured interviews, and 
reference to archival documents have been used to 
ensure triangulation [60]. The semi-structured 
interviews contained open-ended questions that will 
also be used as formative evaluation to help enhance the 
study’s reliability [61]. This study will be conducted in 
three phases, with the findings of this study contributing 
to the third phase. The first phase was about the content 
and construct validity of the interview questions. This 
was assessed by a panel of 15 experts. The expert panel 
included diverse industries’ practitioners and academics 
who will have knowledge of the thematic areas. The 
second phase of this study involved the pilot. The pilot 
participants with various demographics were selected 
by using snowball and purposive sampling methods. 
Overall, 12 participants were interviewed in the pilot 
phase. The data from this phase was analysed using 
thematic analysis and open coding drawn from 
grounded theory. As this is an inductive research study, 
the flexibility of thematic analysis can be helpful in 
generating themes; thus an inductive thematic approach 
was applied. For the third phase, the participants for this 
study will be determined using theoretical saturation; 
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i.e. until there is a high level of duplication in the 
participants’ responses and no new themes emerge [62].  
3.1 Research Site Selection 
 
This study was conducted in the retail sector, 
and Sellers (name substituted for anonymity purposes) 
was selected on the basis that it is a large retail 
organization in the UK. Sellers has over 100,000 
personnel and is unique for ensuring that the workforce 
are also stakeholders by becoming partners in the 
business. The researcher contacted the IT team to find 
out whether the company had made any kind of formal 
statement regarding the adoption of new technologies. 
Since 2012, Sellers has announced in several different 
internal newsletters that the company was applying a 
new approach to trial new technologies. In one of these 
articles from 2013, an IT senior manager emphasised the 
importance of using new technologies in the retail 
sector, and stated that the new technologies entering the 
Sellers needed to pass three tests: (i) whether a new 
technology adds value to all channels for customers; (ii) 
whether it streamlines the organisation or its new 
business processes; and (iii) how the existing systems 
will be affected, and what kind of integration is 
necessary. To enhance internal communication among 
partners, Sellers began maintaining an active Google+ 
platform, and daily updates have been posted since 
2012. However, in 2014, the company announced that it 
was moving towards using a Google app called 
Hangouts for internal communication. It was noted that 
it was sometimes difficult to contact partners, especially 
when they were visiting a site or on the shop floor; 
therefore, Hangouts use across Sellers was expected to 
improve flexibility and speed up delivery of customer 
updates. Hangouts was also selected due its open source 
feature and being associated with Google, a brand name 
that everyone is aware of. The ESN to be considered for 
this study is Hangouts. Each Sellers’ partner has his/her 
own Partnership Google account, which can be used to 
login to Hangouts. Partners can also share and request 
knowledge or information through the Hangouts groups 
in which they participate based on departmental 
category and can receive responses and contributions 
from other partners.   
4. Data analysis 
Studies such as [9] found that organizational 
level can affect the level of ESN usage. Therefore, this 
study categorised the candidates into three groups, 
based on their position within Sellers: Lower, medium 
and higher level employees. These three groups were 
determined by considering the employees’ salary range 
and job descriptions. The lower-level range included 
shop floor assistants and installers, who were front-line 
employees and mainly interacted with customers. They 
were normally responsible for selling only one specific 
product/service at a time, and were not responsible for 
take part in group planning and meetings. The mid-level 
group included the customer support team and planners, 
jobs that were at a higher grade than the lower-level 
employees, and these could be considered back office 
workers. They met with customers only occasionally or 
by booking appointments. Employees at this level took 
part in team planning and activities. The top-level group 
included departmental and senior managers, employees 
who managed teams across regions or nationally, and 
who therefore needed to be in contact with employees 
from different locations/cities. To conduct inductive 
thematic analysis, both semantic and latent coding were 
used to allow the researcher to explore, understand and 
explain the use of an ESN within a large organisation, 
and newly identified concepts were therefore allowed to 
emerge in the coding process and thematic analysis.  
During the analysis, and as an understanding of the 
gathered data was reached, codes that explained by the 
literature and showing the impact of organisational 
culture [40], trust [46] and working practices [9] related 
to ESN usage quickly emerged. Throughout the 
inductive research process, several more codes relating 
to issues such as the impact of the pandemic, the 
departmental category, centralisation policy, 
outsourcing, and seasonal events also appeared. During 
the interviews, respondents referred to the dimensions 
of organisational culture introduced by [40], which 
originated from Schein theory. These dimensions are 
strategy, structure, support mechanisms, behaviour that 
encourages innovation (in relation to ESNs) and 
communication. Respondents also referred to different 
types of trust, both in relation to the use of OSNs 
generally and the ESN specifically. This trust can 
originate from personal characteristics, the organisation, 
and the interaction between these two [46]. In addition, 
when analysing the impact of working practices on the 
employees’ usage of the ESN, a set of codes applied by 
[54] and [9] also emerged. These codes reflect the 
existence of extra- and intra-organisational pressures on 
employees’ day-to-day work activities and their usage 
of the ESN. Besides the codes related to organisational 
culture, trust and working practices, which could be 
explained by the literature, further codes emerged 
through the inductive analysis and the use of open-
ended questions. The interviews took place during and 
after the first COVID-19 lockdown, and respondents 
referred to the impact of the pandemic on their use of 
technology in their daily activities and the use of the 
ESN in their intra-organisational contacts. Thus, the 
pandemic emerged as one of the unique themes in this 
study. The next code that appeared to be important in 
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relation to ESN usage was the employees’ departmental 
category. The results of the interviews showed that 
employees from lower organisational levels did not 
generally use the ESN, as they rarely collaborated with 
a team to complete their daily tasks. On the other hand, 
mid- and top-level employees used the ESN because 
they mainly worked as part of a team to provide services 
to customers. However, the findings indicated that the 
level of ESN usage was diverse within employees from 
different departments. The departmental category was 
therefore an important factor to be considered in terms 
of an understanding of ESN usage within the 
organisation. Furthermore, as confirmed by senior 
managers during the interviews, Sellers planned a 
restructuring in 2015 to deploy its resources more 
efficiently. As part of this restructuring plan, a 
centralisation policy was introduced whereby the main 
administration teams such as after-sales care, 
collaboration and installation were centralised. These 
teams were moved from the branches to a single central 
office. The policy encouraged the use of an ESN for 
communication between branches and central office 
employees. This centralisation policy therefore emerged 
as another theme impacting the use of an ESN within the 
organisation.In addition to the centralisation policy, 
Sellers outsourced some of its services (such as IT 
support and catering) as part of the restructuring plan. 
These outsourced teams no longer form part of the 
organisation, meaning that employees cannot use the 
ESN to contact them. Hence, outsourcing emerged as 
another theme influencing the level of ESN usage. 
Finally, the impact of seasonal events on ESN usage was 
highlighted by respondents during the interviews. 
Several candidates emphasised that during seasonal 
events (such as Easter, Black Friday and Christmas 
sales), they used the ESN more often, while in normal 
periods they might use other types of communication 
tools instead. Seasonal events therefore appeared to be 
one of the themes affecting the usage of the ESN. 
5. Findings and analysis 
As described in the previous section, the main 
themes that emerged as reasons for using or not using 
Hangouts were organisational culture, trust, working 
practices, the COVID-19 pandemic, the departmental 
category, centralisation policy, outsourcing and 
seasonal events, all of which are explained in the 
following sub-sections. 
 
5.1 Organisational culture 
 
For the analysis, the theme of organisational 
culture was examined by considering Schein’s (1985) 
theory where the following dimensions were applied: 
Artefacts, Espoused values and basic underlying 
assumptions: In this case study, the workforce are part 
of an organisation that recognizes them as stakeholders 
with a monetary interest; thereby, labelling them as 
partners with the organisation’s mission statement 
highlighting this aspect. This was associated with the 
artefacts part of organisational culture. This relationship 
also affected the use of Hangouts. Workers who had 
worked for the organisation for a longer duration were 
used to manual processes and resisted the use of the ICT. 
Their managers were allowed to overlook this resistance 
and continue to encourage those who wanted to use 
Hangouts to do so. Therefore, there was no strict policy, 
no punishment for not using Hangouts and led to a lower 
level of Hangout use. Further, in terms of artefacts and 
Hangouts, there were no posters, or brochures, or 
manuals to refer to in case of any difficulties. Instead, 
the organization relied on the workers to utilize the ESN 
and overcome any challenges using their own personal 
networks, rather than any provided by the organisation. 
The espoused values and basic underlying assumptions 
in the organisation were very loosely coupled in the 
organisation. The organization did not value anyone in 
the organisation based on the use of the ESN. Instead, 
there was an assumption made that if someone faced any 
difficulty, then there would be some personal place, or 
someone to seek advice and guidance from personally, 
but there was no support or strategy to offer ICT 
support. Due to centralization, costs cutting, 
departments reduced, or in some cases, eliminated ICT 
support, which further shows that the organisation’s 
emphasis was on profitability and productivity rather 
than to support, or prioritize training and support for the 
application of a novel ESN, Hangouts. This was 
mentioned by older adults, in employment for many 
years with the organization and mostly, middle or lower 
level position holders. Younger participants (aged 
between 25 to 50 years) at both the middle and lower 
levels appeared to be more confident at using the 




Trust is defined as a strong belief in the capability of a 
thing to operate consistently, securely, and dependably 
in a particular context[63]. For this study, the 
dimensions of trust are: Ability, Integrity, Benevolence, 
Predictability. Since Hangouts is an open source 
platform that is free of charge and provided by Google. 
Further, it was assumed that since Google is widely 
available, its associated products and services are also 
free of charge and used by individuals in their daily 
lives, so the issue of training, support and wider 
knowledge exchange would be overcome and the 
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workers would trust that ESN. That is, as Google is 
freely available and everyone knows it, the assumption 
was made that everyone would be able to use the ESN. 
Further, due to the brand name of Google, there was an 
element of integrity, so individuals would not have to be 
convinced to accept the new technology. This also 
aligned with the predictable and benevolent aspect as it 
was predicted that a well-known, daily life ESN would 
be better accepted and used. This also showed the 
kindness (benevolence) of the senior level individuals. 
That is, if there were mandatory policies to use some 
new technology, even more resistance would have 
appeared. To ensure that everyone can use the 
technology, the decision was made to utilise a freely 
available ESN. However, there are also problems 
associated with this, particularly, the security and 
privacy risks.  
 
5.3 Working practices 
 
Working practices are defined as “the way we 
do things around here” [64, p:46]. For the analysis, the 
theme of working practices was examined by 
considering institutional theory. According to 
institutional theory, activities that are required for the 
development and use of a specific technology are 
affected by top-down (macro level) and bottom-up 
(micro level) pressures [9;54]. Most of the respondents 
from different age groups mentioned that they were 
aware of the existence of governmental policies on the 
use of OSNs and this affected their decisions on 
information sharing in Hangouts. Further, they 
confirmed that there was no approved policy-based 
system for Hangouts at Sellers; thus, they could decide 
where and when to use the ESN. Therefore, policy 
directives and policy-based system are the top-down 
pressures affecting the use of Hangouts at Sellers. 
Moreover, since Hangouts does not officially form part 
of the procedures for completing daily tasks; ie. There 
was no defined policy for its use. The organisation is 
very objective-oriented, and employees have high levels 
of flexibility when choosing the processese of work. 
Therefore, they have the power to decide whether they 
want to use the ESN. However, all of Sellers’ employees 
depending on their role, were given a certain type of 
device such as an iPhone, iPad or laptop. Hangouts is 
pre-installed on all these devices, so that all employees 
can access it easily. Hangouts was a form of support for 
employees seeking information for their everyday work. 
Hence, Hangouts can be considered to be loosely 
coupled with procedure and policy and decoupled from 
the system.  The use of Hangouts in daily work activities 
was affected by material constraints such as time 
constraints. Respondents mentioned that on busy days, 
they mainly replied to interpersonal messages, and did 
not have enough time to view all their Hangouts group 
conversations. Moreover, the analysis showed that the 
work ethos was affecting the daily use of Hangouts. 
Mid- and top-level employees who used Hangouts 
more, mentioned the app being very useful for providing 
a high level of service to their customers by facilitating 
a fast open communication within employees working 
in different locations. In addition, respondents referred 
to the quality of the information provided through 
Hangouts compared to other methods of 
communication. Some of the mid-level employees 
stated that because managers were in the Hangouts 
groups and monitored the conversations, employees 
provided information and responded in detail, giving 
accurate answers, because they wanted to demonstrate 
their capability and knowledge. However, monitoring 
appeared to be a constraint that affected older 
employees particularly those who had been with the 
company longer. These employees believed that 





Since the pilot interviews took place during 
and after the first COVID-19 lockdown, the respondents 
referred to the impact of the pandemic on their work and 
their level of use of Hangouts. Some of the employees 
(mainly at the lower organisational levels) were 
furloughed during the lockdown. However, most of the 
mid- and top-level employees worked online during this 
period. These two groups mainly worked on unfinished 
projects, new online customer orders, and planning for 
reopening. Respondents who worked online during the 
lockdown reported that they used Hangouts more often 
during this period. They provided several different 
reasons for this, including changes in working hours, 
and unavailability of certain other tools such as face to 
face conversations. Moreover, some of the employees 
mentioned that during the pandemic, they tried using 
Hangouts and intended to continue using it after the 
lockdown. 
 
5.5 Departmental category 
 
The analysis showed that employees from 
lower organisational levels generally did not use the 
ESN, as they rarely needed to collaborate with teams to 
achieve their daily tasks. Comparatively, mid- and top-
level employees used the ESN because they were 
mainly working as part of a team to provide a service to 
customers. Therefore, it was concluded that position and 
organisational level has an impact on the level of 
Hangouts usage. However, the findings show that the 
ESN usage is even different between two same level 
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employees working for different departments. Sellers 
provides services to customers through various 
departments. One of the factors determining the level of 
Hangouts use amongst these service providers was the 
level of teamwork needed to provide a service, which 
varied from department to department. For example, 
mid-level employees working in fitted kitchens, 
bathrooms and bedrooms uses the ESN more than mid-
level employees working in fashion services and beauty 
services. However, all top-level employees in all 
departments showed that they use the ESN in daily 
basis. The organisational level and departmental 
category therefore determine how much teamwork is 
required to finish a task, and hence form one of the 
determinants of the usage of Hangouts at Sellers. 
 
5.6 Centralisation policy 
 
A senior manager confirmed that in 2015, 
Sellers planned an organisational restructuring to use its 
resources more efficiently. As part of this restructuring 
plan, a centralisation policy was applied to the main 
admin teams (such as after-sales care, collaboration, and 
installation) and these were moved from the branches to 
a single central office. This centralisation policy 
encouraged the use of Hangouts for communication 
between the branch staff and the central office 
employees.  
 
5.7 Seasonal events 
 
Finally, the impact of seasonal events on ESN 
usage was highlighted by respondents during the 
interviews. Several candidates reported that during 
seasonal events (such as Easter, Black Friday, and 
Christmas sales), they used the ESN more often, while 
at other times they would be likely to use other types of 
communication tools instead. Employees are busier 
during seasonal events, which implied that they needed 
to communicate rapidly. With the availability of 
Hangout on work provided devices, there was more of 
an incentive and motivation to use Hangouts. However, 
during quieter times of the year, they tended to use other 




The findings of the pilot study revealed that 
when considering organisational culture, Schein’s, 
organisational culture dimensions including artifacts, 
espoused values and basic underlying assumptions are 
loosely coupled with the use of ESN within 
organisation. In addition, all the dimensions of trust 
including Ability, Integrity, Benevolence, Predictability 
are associated with resistance by users, and particularly 
older employees and those with a lower level of 
education. Further, working practices were impacted by 
both extra- and intra-organisational pressures. The 
findings of the pilot study showed that extra-
organisational pressures caused employees to resist 
using the ESN. In terms of intra-organisational 
pressures, the dimensions of material constraints, 
discretion to couple and work ethos all affected the level 
of ESN usage. Further codes emerged through the 
inductive analysis and the use of open-ended questions. 
An analysis of these themes shows that the COVID-19 
pandemic, departmental category, centralisation policy 
and seasonal events all affected the ESN usage. 
Moreover, different communication tools were used by 
Sellers’ employees at different organisational levels. As 
discussed previously, lower-level employees did not use 
Hangouts, as they did not need to take part in team 
meetings and planning. Hence, Hangouts cannot be seen 
as a communication tool of choice for these employees. 
Mid-level employees needed to take part in group 
meetings and planning; therefore needed to be in contact 
with each other in order to complete their tasks. This 
group of employees reported that their first choices of 
contact method for one-to-one and group 
communication were WhatsApp and Hangouts. Several 
employees in this group stated that if they wanted to 
contact close colleagues, they used WhatsApp rather 
than Hangouts, since they were aware that Hangouts 
was a more formal way of communicating. Various 
themes including organisational culture, trust, working 
practices, the COVID-19 pandemic and seasonal events 
all impacted the choice between WhatsApp and 
Hangouts. In the absence of these two apps, this group 
of employees would communicate face-to-face, over the 
phone or through email. Top-level employees used 
Hangouts as their first choice of contact for daily 
conversations, and email to send important documents. 
This group of employees implemented workaround only 
when Hangouts was not accessible, for example if the 
person that they wanted to contact did not have access 
to Hangouts. The dimensions of organisational culture 
that resulted in employee resistance are Schein’s, 
organisational culture dimensions including artifacts, 
espoused values, and basic underlying assumptions. It 
was noted above that the strategy and structure of Sellers 
is based on a partnership model, and are therefore 
objective-oriented, with less emphasis on the process of 
doing a task. Therefore, the artifacts dimension affected 
employees when facing harmless workarounds, since 
the results of their tasks were not affected by the 
implemented workarounds. Further, the espoused 
values and basic underlying assumptions dimensions of 
the organisational culture affected ESN use due to the 
non-existence of posters, brochures, manuals, or 
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training at Sellers. Older employees and those with less 
experience of using different types of OSNs found using 
the ESN difficult, and were more likely to implement 
workarounds because they could not use the system 
properly; hence, espoused values and basic underlying 
assumptions dimensions of organisational culture led 
the employees to the use of hindrance workarounds.  
The dimensions of trust were all related to resistance 
behaviour, because users did not trust the system, their 
colleagues and/or the organisation. These employees 
preferred to use alternative tools to communicate with 
their colleagues. However, this workaround did not 
impact the quality of their work, and can also be 
categorised as a harmless workaround. An examination 
of working practices and extra- and intra-organisational 
pressures showed that both types of constraints 
prevented employees from using the system and 
promoted the use of workarounds. The existence of a 
policy directive, an extra-organisational pressure, 
caused a harmless workaround to be implemented by 
employees, as they found these rules to be insufficient 
to protect their information. Thus, this dimension is also 
interlinked with the different dimensions of trust. The 
second element of extra-organisational pressure is the 
use of policy-based systems. No policy was developed 
to specify employees should use Hangouts in their 
working practice; thus, employees could implement a 
workaround and complete their tasks without using the 
ESN. This dimension also led to a harmless 
workaround. An analysis of the intra-organisational 
elements such as material constraints, work ethos and 
discretion to decouple showed that the use of Hangouts 
helped Sellers’ employees to provide a high quality of 
service to their customers. This meant that a work ethos 
encouraged the use of Hangouts. However, material 
constraints such as time led to the application of a 
workaround, which can be categorised as a hindrance 
workaround. Consideration of the discretion to decouple 
element indicated that the ESN was loosely coupled 
with the policies and decoupled from the system, and 
this enabled employees to apply a harmless workaround.  
Thus, by analysing the themes of this study the 
impact of the COVID-19 pandemic, departmental 
category, centralisation and seasonal events all 
encouraged employees to use the ESN rather than to 
implement a workaround.  
7. Implications of this Research 
       This research study has theoretical and practical 
implications. For academia, this research contributes to 
explanation of interrelationship between resistance, 
workaround, organisational culture, trust and working 
practices and their overall impact on the ESN usage 
behaviour, from an institutional standpoint, which is 
novel for the ESN arena. The proposed explanation also 
contributes to form theories of ESN design and action. 
For industry, the findings could enable employees and 
employers to use ESN as a cost-effective way of 
identifying the knowledge of other employees, 
appreciating that knowledge, contacting employees 
easily, and pursuing information. Thus, they will be able 
to improve the organisational communication processes 
by creating visibility, persistence, editability and 
association. A further contribution to practice is that 
these results can inform policymakers on the challenges 
that might arise beyond the adoption and during the 
actual use of an ESN in a large retail organisation. In 
other words, the results of this research can identify the 
best approach that should be applied, while highlighting 
certain areas that need to be considered. 
8. Conclusions 
This paper aims to explore, understand and 
explain the use of an ESN within a large organization. 
By applying interpretivism along with thematic analysis 
and open coding drawn from grounded theory it was 
found that when considering organisational culture, the 
dimensions of artifacts, espoused values and basic 
underlying assumptions are loosely coupled with the use 
of ESN within the organization. This resulted in the 
hindrance workaround. In addition, all the dimensions 
of trust including Ability, Integrity, Benevolence, 
Predictability (particularly within older employees and 
those with a lower level of education), along with 
working practices (impacted by both extra- and intra-
organisational pressures) led employees to implement a 
harmless workaround. Further codes emerged through 
the inductive analysis and the use of open-ended 
questions. An analysis of these themes showed that the 
COVID-19 pandemic, departmental category, 
centralisation policy and seasonal events all encouraged 
the use of ESN. The primary limitation of this research 
is that it is contextualised within a single retail 
organization. This implies that generalisations in the 
form of an overall picture of the retail sector cannot be 
provided. However, since Sellers is a large organisation 
with numerous departments, and has many branches 
located nationally, this research may indeed capture the 
critical points regarding the use of ESNs in retail 
organisations. In future, this research could be extended 
by considering several international retail organisations. 
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